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Considerable research has been undertaken in management studies on 
leadership. Research on leadership has focused on traits of identified 
leaders, behavioural theories, contingency factors, and in recent times, 
charismatic and transformational leadership. Such research has added 
valuable understanding and insight into the dynamics of leading and 
influencing subordinates to achieve group and organisational goals. 

These leadership theories are applicable across all areas of 
management. One such area is sports management. Until now, most 
leadership research in sports has been confined to the coach-athlete 
interaction (Soucie 1994). In his review of leadership in sports, 
Chelladurai (1990) highlighted three main approaches to research on 
sports leadership: 

1. assessing coaches' behaviour; 

2. assessing decision styles of coaches and 

3. determining the required and preferred behaviour of coaches by 
the use of the Leadership Scale for Sports (LSS) which is a multi- 
dimensional model of leadership. 

This emphasis in research on coaches' leadership styles and behaviour 
has, unfortunately, resulted in very few reports on leadership in sports 
organisations that address the leadership behaviour of sport 
administrators. The scarcity of such research was acknowledged by 
Soucie (1994). However, there has been some focus recently in this area. 
Wallace and Weese (1995) examined the effectiveness of transformational 
leadership in Canadian YMCA organisations, and Doherty and 
Danylchuk (1996) examined the leadership behaviour of inter-university 
athletic administrators. This study was conducted to enquire further into 
the leadership behaviour of sports administrators. In this case, the 
administrators under study were a sample of local schools' sports 
secretaries. 



The appointment of the school's sports secretary is an internal 
appointment of the school. He or she reports to the Head of Department 
(HOD)/Physical Education who is normally appointed formally by the 
Ministry of Education. Hence, the HOD has formal authority over his or 
her subordinates whereas the sports secretary usually does not have 
such authority. The sports secretary, therefore, does not have strong 
power bases to allow him or her to use in influencing others to perform 
their duties. 

The job of the sports secretary is to coordinate various intra-school 
programmes and functions, for example, school sports day, swimming 
meet, fitness testing, cross-country meet and the trim-and-fit programme. 
However, in the process of organising and coordinating these projects, 
the sports secretary must lead a team of teachers to successfully carry 
out these project goals. Without any formal authority and strong power 
bases, the leadership behaviour of the sports secretary could be an 
important factor in his or her effectiveness in the job. 

The purpose of this study then, is to determine the basic leadership 
style of a sample of local schools' sports secretaries. The results could 
possibly provide some insight on how individuals with little formal 
authority and power bases lead and manage their colleagues to 
accomplish organisational goals. Their responses would indicate if sports 
secretaries are likely to be relationship- or task- oriented in leadership 
behaviour. 

Fred Fiedler's Least Preferred Co-worker (LPC) questionnaire (1967) 
was administered to a sample (N = 41) of local schools' sports secretaries. 
These sports secretaries were attending an in-service course at the 
School of Physical Education (SPE) of the National Institute of Education 
(NIE). 

The purpose of the research was explained to them and all responses 
were voluntary. No identification was required on the LPC questionnaire 
sheet. The LPC scores were explained to the group once the 
questionnaires were completed. 
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All LPC scores were collated and are presented descriptively in Tables 
1,2 and Figure 1. 

Table 1 : Descriptive Statistics of LPC Scores Measured 
on Local Schools' Sports Secretaries (N = 41) 

1 )  Mean 66.6 1 

Table 2: Distribution of LPC Scores (N = 41) 

1 Standard Deviation 21.6 l 

1 More than 63 I 23 I 56.1 1 
Score Range 

1 Less than 58 l 13 1 31.7 l 

Frequency 1 Percentage 

U 

Relationship Oriented Task Oriented 

Basic Leadership Style 

Figure 1: Percentage Distribution of Relationship- and Task-Oriented 
Leadership Style 
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56.1 per cent of the respondents were found to be relationship-oriented 
in their basic leadership style. 31.7 per cent of the sample were assessed 
to be task-oriented and 12.2 per cent (n = 5) of the sports secretaries 
scored outside of these two categories. Therefore, in this sample of 
sports secretaries, there were greater number of individuals whose 
basic leadership style was oriented towards establishing good 
personal relations with their co-workers. Sports secretaries whose 
leadership behaviour was basically task-oriented was a minority in this 
sample. 

The relatively high percentage of sports secretaries inclined towards 
relationship-oriented behaviour may indicate the importance of 
consideration in effective leadership in the school environment. 
Consideration is deemed to be the extent the leader adopts relationship 
characteristics like mutual trust, respect for subordinates' idea and 
regards for their feelings (Robbins 1993). 

Since the existing organisational structure does not provide the 
sports secretary with formal authority over his or her colleagues, a 
situation could arise when those whose basic leadership behaviour 
is relationship-oriented are more likely to succeed as effective leaders. 
It may be possible that most sports secretaries recognising that his or 
her leadership has to be earned under the prevailing circumstances, will 
attempt to establish successful relationships with fellow colleagues in 
order that desired co-operation is elicited (Ibrahim & Cordes 1996). 

The sport secretary is in a difficult position in the context of 
leadership and power. He or she manages other colleagues and school- 
based projects and programmes (e.g. Trim-and-Fit, Physical Fitness) to 
meet the school's and the Ministry of Education's varied educational 
objectives. Although the sports secretary is deemed to have authority 
and position power by virtue of his or her appointment, he or she does 
not have strong bases of power to enable him or her to influence other 
colleagues in work performance. 

Unlike the HODS, a sports secretary is not formally appointed 
by the Ministry but by a principal internally. This could possibly affect 
the perception by others of the sports secretary's authority. It is probably 
under such contingency factors that those with relationship-oriented 
leadership style are better able to fulfil1 the sports secretary's roles. 
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It has to be noted too, that these sports secretaries attending the 
course at the SPE were selected by their principals. Hence, they were 
likely to be those who will potentially be effective sports secretaries or 
were already deemed to be so. Since effective sports secretaries are also 
likely to be highly considerate due to the factors discussed above, this 
may then account for the higher percentage of sports secretaries who 
were relationship-oriented in the sample. It could also be indicative that 
principals were able to successfully match suitable individuals to the 
job requirements in schools. 

Those who were rated as task-oriented by the LPC made up only 
about 32 per cent of the sample. Their minority in the sample possibly 
reflects the situation in schools, where relationship-building skills are 
more favourable towards work effectiveness rather than high initiating 
structure. Initiating structure is the extent that a leader will structure his 
or her and subordinates' roles towards goal attainment (Robbins 1993). 

Bearing in mind that this study was small in terms of sample size 
and, breadth and depth, the proportion of task-oriented sports secretaries 
may not be a true representation of sports secretaries in general. It could, 
however, as discussed earlier, reflect the type of leadership 
behaviour most desirable to adopt to be an effective sports secretry 
Further research is required to ascertain the proportion of effective 
task-oriented sports secretaries in the population. 

There were a small number of respondents (n = 5) in the sample 
who scored in the middle range. These respondents could not be 
classified as either relationship- or task- oriented leaders. They would 
probably need to consider which of the two leadership styles they were 
likely to adopt based on their own personality traits. 

There was no attempt to associate the LPC scores to the gender of 
the respondents in this study. Future studies could determine if women 
sports secretaries are more likely to be relationship-oriented leaders 
compared with men. Do women tend to be more relationship-oriented 
in leadership behaviour compared with men, and are they more likely 
to value good working relationships as part of their influencing 
strategies? 

Future studies can examine if leadership behaviour as determined by 
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Fiedler's LPC scale is different between men and women sports 
secretaries. Such a study could also provide further insight if basic 
leadership styles of individuals are gender-related. 

Studies can also be undertaken to measure the sports secretary's 
leadership behaviour and his or her leadership effectiveness. Such a 
study would use one instrument to measure basic leadership style and 
another to measure his or her effectiveness as perceived by his or her 
co-workers. This approach can then associate leadership style to 
perceived leadership effectiveness. It can also determine if there are any 
differences in perceived leadership effectiveness between those who are 
task-oriented and those who are relationship-oriented. 

The Fiedler model proposes matching leaders and situations. Hence, 
studies that examine the task structures prevailing in individual schools, 
the leadership behaviour of sports secretaries, and the perceived 
effectiveness of the sports secretaries may be useful too. The results of 
such an investigation could possibly validate the Fiedler model of 
matching basic leadership styles with the appropriate situational 
conditions. 

A study can be undertaken on a larger sample of the sports secretary 
population and, incorporating into the study, measures of leadership 
skills and traits, besides behaviour orientation. In addition, gender of 
the respondents can also be included as a variable to determine if there 
is any significant association between gender and leadership 
characteristics. 

This study has shown that sports secretaries selected by their respective 
principals were more likely to be relationship-oriented in their leadership 
behaviour. This could be due to the contingency factors whereby sports 
secretaries in the school structure do not have formal authority and strong 
power bases. Therefore, in order to be effective in their roles, successful 
sports secretaries may be those who are able to establish good 
relationships with their co-workers for task accomplishment. 

The implication for schools is that if it is true that relationship- 
oriented sports secretaries are more likely to succeed in their roles, then 
principals should attempt, where possible, to select such individuals to 
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be sports secretaries. Teachers should also be well aware of the 
contingency factors the sports secretaries work under and therefore, 
should consider if their basic leadership style is suited to the role and 
consequently, whether they will be effective sports secretaries. 

This study has shown that the majority of sports secretaries attending 
an in-service course at the School of Physical Education were more 
inclined toward relationship-oriented behaviour when influencing their 
colleagues in school. This trend was explained by relating to the existing 
contingency factors prevailing in schools. Sports secretaries are internally 
appointed by principals and although they have a position in the school's 
organisational structure, they do not have strong power bases to influence 
their colleagues in work performance. 

Fiedler's Least Preferred Co-worker (LPC) questionnaire was used 
in this study. There are other leadership theories that can be used to 
explain this situation and do not only assume that an individual's 
leadership style is fixed but is also contingent on other factors (e.g. 
subordinates' maturity). Despite its limitations, the LPC was used in 
this study to successfully show that sports secretaries tended to be more 
relationship-oriented in their leadership behaviour. This has led us to 
recommend some areas of future research into leadership behaviour in 
Singapore schools' sport and physical education scene. 
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